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Christine Joyce

From: Paulina Knibbe {p.knibbe©comcast.net]

Sent: Thursday, December 17, 2009 1:07 PM
To: Manager Department
Cc: Terra Friedrichs

Subject: [Fwd: Re: BoS memo, draft]

Pleaseincludetheattacheddocumentin thematerialsfor the ‘budget1 item.

Paulina

OriginalMessage
Subject:Re: BoSmemo, draft

Date:Tue, 15 Dec 2009 17:31:15 -0500
From:TerraFriedrichs<terraf@compuserve.corn>

To :mabashton@aol.com
CC :pi nibbe@comcast.net

References:<82d8.f63bf56.3859622e@aol.com>

Mary Ann,

Here’s the final draft. I just incorporated Lauren’s comments. She

wanted to shorten it to 5 items based on the notes that I took and not
include the backup notes, but I opted not to, because I don’t trust my
handwritten notes and I don’t have time to go back over the tape and

transcribe it. In other words, I do not believe that simply “counting”
the number of times that I noted a mention is sufficient to adequately
assess a “tally”. Perhaps at our next meeting, we can have an official

vote, if the Task Force would like us to. Of course, it will be up to

Paulina (who sets the agenda) as to whether we have time to do that or
not.

Terra

Original Message
From: mabashton@aol.com
To: terraf@compuserve.com
Cc: p.knibbe@comcast.net
Sent: Tue, Dec 15, 2009 5:05 pm

Subject: Re: BoS memo, draft

Hello Terra,

There will be five of us at the meeting tonight, so if you want to
bring copies, that would be great. Otherwise, I’d maybe suggest
e—mailing the document when it’s ready, and then bring one or two

copies that we can share at the meeting.

12/17/2009
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Thank you, and see you later,

Mary Ann

In a message dated 12/15/2009 4:19:39 P.M. Eastern Standard Time,

terraf@compuserve.com writes:
Mary Ann,

Attached is the current version of the draft memo summarizing the B0S

discussion from the other night.

Lauren wanted one more look at it before I sent this “formally”. But

she’s not in her office and can’t look at it til she gets back. So I’m
sending it on, so you can see it as you prepare for the meeting. There

probably won’t be many changes after she reviewes it today. She’s
reviewed it already and provided me additional edits, which I’ve
incorporated today. But if you plan on sending it to the others, or

printing it out, let’s wait for a bit and see if she can review it.

But keep in mind, this version is “pre-review” by the BoS “as a whole”,
so it’s going to still be draft even after Lauren looks at it today.

If you want me to print out copies for the meeting, I can do so. If
so, please tell me how many.

Terra

12/17/2009



To: MaryAnn
From: Terra
Subject: Cost SavingsTaskForce
12/15/09

Mary Ann,

TheBoardof Selectmenreviewedthelist of 41 priority itemsat its lastmeetingwith the
goalofprovidingtheTaskForceits impressions.Our goal is to narrowthelist, asa
group,but to alsoprovideyou our individual impressions,in casethis helpsthe
TaskForce.This is a draft memo,until theBoardgetsachanceto reviewit asa groupat
its nextmeeting. Weprovideherea summarizedlist of ourpriorities. Below is the
backupmaterialsfrom themeeting,from hand-writtennotes(not transcribedfrom tape).
Thenoteshavebeenreviewedby Paulina,Terra,andLauren. Mike canspeakfor himself
at themeetingtonight.

Sumary List:

Widespread Support. Thereis widespreadsupporton theBoardof Selectmenfor
investigatingcontinuingthefollowing costsavingsinitiatives (in numericalorder):

#3 - Continuingto freezenon-unionsalaries
#9 - Continuingthehiring freeze
#22 - Evaluateoverlayaccountfor possiblesurplus
#24 - Increasecommuterlot parkingfees
#25 - Increaseall feeson regular,uniform,predictablebasis(andcover“costs”, define
“all costs”)
#27, #33 - CombineCommunityEducationandRecreation/ MakeRecDept self-funding
#28 - Reviewschoolandtown backoffice functionsto seeif combining,other
streamliningopportunitiesexist
#29 - RegionalizationOpportunities
#34 - Shift additional functionsout of operatingbudgetsto revolving,enterprisefunds
#38 - Reducetown/ schoolsprint andmailing 80% - email items

Limited Interest. In addition,thereis limited interestin thefollowing (numericalorder)
#14 - Attrition policy (in concertwith long”er” termhiring freeze,definepotentialfor
“longer term”)
#20 - Reviewofovertimefor police andfire
#32 - CloseTown Hall oneday / halfday
#36 - Moveemployeeday to NARA



TheBoardsuggeststhattheCostSavingstaskforcecreatebusinesscasesfor the items
thatarenot alreadybeingdone,suchas:

Long term impact:
#28 - Reviewschoolandtown backoffice functionsto seeif combining,other
streamliningopportunitiesexist
#29 - RegionalizationOpportunities(K - 12 is aschool issue;Dispatch/Policearetown)
#34 - Shift additionalfunctionsout ofoperatingbudgetsto revolving,enterprisefunds

Short term impact:
#22 - Evaluateoverlayaccountfor possiblesurplus
#24, #25 - Increaseparkingfees, Increasingfeesregularly
#27, #33 - CombineCommunityEducationandRecreation/ MakeRecDeptself-funding
#38 - Reducetown/ schoolsprint andmailing 80% - email items

Somecostsavingsstrategiesthat arepriority for theBoardof Selectmento do (or
continuedoing) arenot priorities for theCostSavingstaskforceto study. Partlybecause
wearealreadydoingthem andpartlybecausethetaskforce is not in apositionto add
valueto theanalysisandwork that is alreadyoccurringin thoseareas.Thetaskforce
shouldfocuson theareaswheretheycando analysisthat doesn’tduplicatework that is
alreadyoccuring.



***

Background detail, and afternotes:

+ Priorities mentioned (in numerical order, not prioritized):

* 3 - Freezeall non-unionsalaries:Peter,Terra,Lauren(with reservations)Paulinanoted

afterwardsthatwearealreadydoingthis (this year)so it shouldn’t be apriority for the
taskforceto study. Terrasuggeststhatthepoint might be “how long” to freezesalaries.
* 9 - Institutehiring freeze:Paulina,Terra,Paulinanotedafterwardsthat wearealready
doing this so it shouldn’tbe apriority for thetaskforce to study. Terrasuggeststhat it’s
importantto determine“how long” to havea hiring freezeandwhatthe impactsmight be
and whetherwe might wantto planfor this long term.
14 - Attrition Policy: Terra
20 - Overtime,Police& Fire: Lauren,Terra(both mentionedincentives)
22 - Overlayaccount:Peter,Lauren
* 24 - Increaseparkingfees:(linked to #34, #25)
* 25 - Increasefeesregularly:Paulina,Terra,Mike
* 27 - CombineRec/CommEd: Terra,Mike, Paulina(focuson backoffice,linked to #28,

seeconcerns)
* 28 - Town/SchoolBackofficeConsolidationTerra,Mike (linkedto #27)
* 29 - Regionalization:Paulina,Terra

32 - CloseTownHall one day/halfday: Peter
* 34 - Shift to enterprisefunds: Paulina,Terra,Lauren(linked to 24)

36 - EmployeeDay/NARA: Peter,seenotesbelow.This maynot be worthhavingthe
FinComgroupstudy this.
* 38 - Reduceprint mail: Peter,Lauren,Paulina,Terra



+ AccompanyingNoteson Specific Items:

GeneralComments:

3 - Freezeall non-unionsalaries

Thereappearsto be “generalsupport” for this, but Laurenhasconcernfor thosepeople
thathavetoppedthesalaryrange. . Terranotedthatsheis gettinga lot offeedbackfrom
thepublic thatwe shouldn’t “budgetfor raises”,that raisesarenot entitlements,andthat
all we shouldbudgetfor is COLA.

Paulinanotedafterwardsthatwearealreadydoing this so it shouldn’t be a priority for the
taskforceto study.Terrasuggeststhat thepoint might be “how long” to freezesalaries
andwhat the impactsmight be to planfor this long termandaretheyworth studying.

9 - Institutehiring freeze

Thereappearsto be “generalsupport” for a hiring freeze,but it’s not clear“how long”
peoplewanta hiring freeze.

Terrarecommendedthat “staffing-quantity” itemsbe studiedtogetherby thosewith
specializedprojectmanagement/HRexpertiseto determinewhattasks/servicesweare
currently providedin eachdepartment.And to structurepolicy questionsfor BoS/SCto
voteon. Shesaidthatthis is commonin organizationalconsultingpractices.And that it
hasto be donemethodologically,if we decidewewant to reducetotal numberof staff
“gracefully”.

Paulinanotedafterwardsthat wehavealreadyfrozenhiring so it shouldn’tbe apriority
for thetask forceto study. Terranotesthatthecurrentpolicy is aoneyearpolicy and
suggeststhat shethinks it’s importantto determine“how long” to havea hiring freezeand
what theimpactsmight be andwhetherwe might wantto planfor this long term.She
pointedout afterwards,thatif we cansave$400,000/year,that it might be worthseeing
“if’ wecando this longerterm.

14 - Implementattrition policy

Terra,in thedraftingoftheoriginal draft memo,groupedthis item with “hiring freeze”,
above,becauseto implementa hiring freezelong term,onehasto determinewhat to do
aboutattrition. Paulinanotedin thedraftingof thememo,thatit maynot be appropriate
to ‘group’ this with thehiring freeze.Shesaidthat shedoesn’tbelievethereis general
supportfor an attrition policy. Attrition is a mechanismto achievepersonnelreduction
andneedsto be consideredin thecontextof thepositionsthat empty.Terraaddedafter
separatingthetwo itemsthatto determinetheimpactsof not replacingpeopleasthey



leave,unlessweneedto also studyatthesametime, the impactsofa long termhiring
freeze.Shenotedthat theimpactof implementingBOTH a long termhiring freezeAND
doing sowithout replacingexiting staff, that this coulddoubleor triple thesavings,if,
for example,the exiting staffarehighly paidexecutives.Shenoted...couldbea lot of
sidewalks.

20 - Overtime,Police& Fire

Terrasuggestedoffering an incentiveto police/fire personnelsothat if theytaketime off
duringhoursthat canbe staffedbe “regular time” staff, that theycouldsharein the
savings.Laurenwould like thecostsavingscommitteeto look into anywayswe might
saveovertimecosts,if theyweredoneby providing incentives. After themeeting,she
addedthatit might beworth looking at healthandfitness incentivesto reducesick time
andreduceinjuries, so overtimepeoplewould not haveto fill in. Shealsonoted,afterthe
meeting,that theneedto payovertimeworkersto takeashift for existingworkershas
beengoing down for both fire andpolice for otherreasons.So it mayalreadybe
addressed.

22 - Overlayaccount

Discussionincludedthat thebulk of thebenefitmaybe “one time”.

24 - Increaseparkingfees:Terra,Paulina(linked to #34)

Thereseemsto be “generalsupport” for this. More thanonepersonspoketo the
importanceof covering“all” costs,notjust thosethat might be apparent.For parking,
thosemight includepolicepatrols,parkinglot maintenance,roadmaintenance
contribution,etc.

Terranotedthat shedidn’t want to useall existingor newrevenuesfor “new services”
suchasa shuttle, butwantsthenewrevenueto fund coststhatwealreadyhave.Lauren
expressedconcernaboutreducingtheincentiveto ride thetrain, if we increasefees.She
doesnotnecessarilythink we shouldraisefeesat thecommuterrail station. Shesuggests
looking at establishingoperatingthe lot asan enterprisefund. Sheis in favorof
examiningfeesto betterbalancethattheypayfor theoperationstheyaresupporting.
Terranotedthat shedidn’t want to uselocal resourcesto solveregionalproblems.

Paulinapointedoutafterwe had seentheTAC presentationregardingparkinglot
changesthatthis issuerequiresalot morediscussionwhenyou get into thedetails.
PaulinabelievesthatTerra’sdefinition of ‘all’ costsis broaderthantheothermembersof
theboardsupport.Terranotedlaterthat shebelievesthatthis is correct.And that’s why
it’s worth studyingwhat “all costs” means.Whatcostswewantto/canrecovervia feesis
a very importantdiscussionthatrequirestheformationof someexamplesofpolicy



choicesthat will helptheBoardunderstandwhattheoptionsmight beatthepolicy level.

Increasingfeesto covercostsis on Terra’stop 5.

25 - Increasefeesregularly

Thereseemsto be “generalagreement”thatthis is agoodthing. TerraandMike spoketo
the importanceofallowing businessesandothersto beableto predictwhenandhow
muchfeeswould increase.Mike notedthat someof thefeesthatwereincreasedlasttime
weresignificant increasesandthat washardfor businesses.Terrawantsto distinguish
between“discretionary” fees,suchasrecreationand/orbusinessfees,versusfeesthat are
“basic” services.Terrapointedout that “our” costsincreaseregularly,sowhy not have
fees increaseregularly,too. Most spoketo the importanceof covering“all” costs.
Increasingfeesto covercostsis on Terra’stop 5. She is in favoror examiningfeesto
betterbalancethattheypay for theoperationstheyaresupporting.

Discussionincludedtalk about“overhead”andhowto calculateit thatso that “all” costs
areconsidered,including indirectcontributionsto facilities andmaintenancecosts.
Paulinasaid shethoughtthat someenterprisefunds already“pay” a “transferfee” backto
theTown for “overhead”.Nursingwasbroughtup asan example.But SteveL saidthat
he thoughtthattheNursingEnterpriseFundoperatedat a losslastyearand hadto be
fundedout oftheGeneralFund.Paulinanotedafterwardsthatshebelievesthat, thereis
support for regularincreasesoffees,but thatthedefinitionof”all costs” probablydiffers.

Terranotedafterwardsthat shebelievesthat thedefinition is a critical policy question
whichrequiresmorethoughtandpossiblyanalysisto determinewhatcost canbe
included.Paulinaagreesthatthis is definitely somethingthat would be valuablefor the
taskforceto investigate.Whatfeesareassessedfor variousservices,how do they
comparewith how othertownsdo that andwhat costsdo theycover?

Seealso, Commentfor #27, 28, and34 for morecommentson “full cost” fees.

27 - CombineRec/CommEd
&
28 - Town/SchoolBackofficeConsolidation

Thereseemedto bea lot of interestin combiningRec/CommEd, butPaulinaexpressed
concernabouthow to handle“communityevents”thatare “free” to thepublic, suchas
4th of July. Thereseemsto be a lot of support for this concern,thatwe shouldkeep
“enough”communityevents“free”. Theconcernis that if thetwo departmentsare
combinedthatthecoststructurewould interferewith theability to keep“some” events
free. ThatRecDeptstaffcurrently spendsalot of time gatheringdonationsto pay for
these“free” events.Terrasuggestedthat maybepartof thedonationcouldgo backto the
Town for expensesfor theseevents.Paulinapointedout afterwardsthat mostof the
donationsto thetown for theseeventsare‘in kind’, not “cash”.She doesnotbelieveit is



reasonableto askthebusinessesin town to fund eventsin additionto thegenerous
donationstheymaketo contributematerials,etc,for theseevents.

Mike pointedout thatwhetherthe “organizations”got combinedor not, that therecould
still be economiesin physicalitemsand “back office coverage”,notingthattheschool
mayhavemorespacethanTownHall, andthattheymaybe ableto coverthephonesfor
eachother.He also talkedto the possiblevalueof combining“fulfillment” and finance
functionsthat maybe ableto be accomplishedwithout reducingservices.

Severalpeoplenotedtheopportunitiesto saveon brochuredevelopment,mailing, and
otherfulfillment tasks.TheconversationaboutcombiningRec/CommEd ledto ageneral
conversationof consolidationof “all” backofficefunctions,andtheopportunityfor
potentialsavingsin space,materials,etc.Thatledto a conversationaboutfulfillment and
thatconsolidationmight actuallybe an “increase”in services,becauseit could allow
“one-stop”shoppingfor the “customer”,includingbill paying,calendars,signup
processes,etc.

It wasnotedthat someIT investmentwould be requiredfor suchconsolidatedfulfillment
schemes.It wasnotedthatthis might be a goodusefor “reserves”,using reservesfor “one
time” investment/expenditureswith a paybackexpected.

Afterwards,Paulinaclarified thedraft summaryabovebecauseofwhatshebelievesis an
importantdistinction.Shedoesn’tthinkwe shouldtalk about“combiningrec/
communityed’ becausetheFinComspecificallystatedthat thesavingscomesfrom
eliminatingthepeoplein theRecDeptwho arepaidfor out ofthegeneralfund. She
thinkswe shouldcombinetheRec/CommunityEd catalogand orderfullfillment
processes.TheRecDeptfolk areresponsiblefor all of theorganizingofmostcommunity
events.She doesnot believethatActon residentswantusto startchargingfeesfor things
like the4th ofJuly. Shebelievesthatit is not reasonableto think that thepeoplewho
purchaseNARA swimmingpermits shouldbe payingfor peoplewho areorganizingthe
4thof July. On theotherhand,theswimmingfeesshouldcovertheportionof therec
deptbudgetthat is involved in organizingandrunningthepond, ofcourse.Paulina’s
proposalfor thetaskforceis thatwe investigatethecombiningofthecatalogandorder
fullfillment from the catalog.Thefundsfor thingsthat occuron schoolpropertyshould
go to CommunityEd, thefundsfor thingsthat occuron town propertyshouldgo to the
town. Thefundsfor thingsthat occuron neither,shouldbe split. This would eliminate
somecostsanda lot ofconfusionfor thepublic. It’s not clearhow muchmoneythat
approachwould savewhich it might be importantfor thetaskforceshouldlook at it.

Eitherway, it seemsthatthereis strongsupport for increasingthefeesfor recdept
programsto coverthecostsfor thoseprograms. Terra notedafterwardsthat costing
costsis in her top 5. But Paulinadoesnot believeit is reasonableto expectthefeesto
coverall ofthecostsof therecdeptpersonnelsincemuchoftheirtime is spenton
organizingeventsthat are‘no fee’ events.



Terranotesafterwardsthat evenif we choose“not to recover” someof thesecosts,it still
maybe worthstudyingwhat thecostsarefor these“other” events,evenasa high level
estimate.Thatway,weat leastknow whatthecostsare.Thecostsfor 4th ofJuly, for
example,includesa lot morethanjust a few hoursofplanningfrom thefolks in Rec. It
includespolicepatrols,groundskeepers,etc.Whatif that oneeventcoststheTown
$200,000?Doesthatmakeadifferenceto us in termsof settingpolicy?What if it costs
$300,00?Doesthatchangeourminds?Making policy is verydifficult without cost
information.Terra is not suggesting“eliminating” anything.Sheis suggestingknowing
how muchwe’respendingon things.EnterpriseFundmethodsofcostaccountingcould
helpwith ourability to seethesecosts.

29 - Regiorialization

Thereseemedto be “generalagreement”thatthis shouldbe investigated,with discussion
focusingon potentialeconomiesthatmaybe achievedwith Boxborough,but it wasnoted
by SteveL that Boxboroughwascloseto hiring aPoliceChief.Terraaskedwhenour
PoliceChiefwasplanningon retiring andwonderedthat atthat time maybewecould
sharea PoliceChiefand/orAssistantChief.

32 - CloseTownHall oneday/halfday

Petersaid thattherearemanyTownsthathe works with thataredoing this. More than
one personsuggestedthat eveninghourswould be an “increase”inservice.More thanone
personsuggestedthata4-day work-weekmight be considereda benefitto employees.
Peterexpressedconcernabouttheestimateofthepotentialsavings,thatit seemedvery
high, if there’sonly a shift in hours,ratherthandecreasinghours.SteveL confirmedthat
thenumberseemedoff-base,thatit couldn’t be thathigh. Paulinanotedafterwardsthat
this seemsachangein service- nota cut in costs.Shebelievesthatit maybe worth
thinkingaboutthis but that it maynotreally be in thescopeofthis taskforcewhich is
focusedon costsavings.

34 - Shift to enterprisefunds: Paulina,Terra,Lauren(linked to 24)

Therewas“generalagreement”thatweshouldshift asmanyfunctionsaswecanto
“enterprisefunds”,with a focuson making themas“self-sufficient” aspossible.There
wasdiscussionabouthow/if to requirea “transfer” paymentbackto theTown for
overheadcost.See#25, 27, 28 for morecommentson thetopic of“full cost” fees.
Increasingfeesto covercostsis on Terra’stop 5.

36 - EmployeeDay/NARA: Peter



Petersaidthat it seemedobviousthat if wecansavemoneyby havingit atNARA that
we should. It wasnotedthattherewasno employeedaythis year.Terrasaidthatwe
shoulddo “something” for employees,andthat we should figure out howto haveat least
abarbecueor something.

38 - Reduceprint mail: Peter,Lauren,Paulina,Terra,Mike

Therewasgeneralagreementthatwe should look into this for morereasonsthanjust
cost.It would beagreenthing to do. Therewasconernthat any reductionin mailing via
emailbe “opt-in” only, so that peoplewithout computerscanstill getpapercopy.There
wasconcernexpressedover thelegality requirementsof mailing certaintown documents
suchasthewarrantandtax bills. Thereis generalagreementthat this is worth studyingto
determineif thedegreeof savingsis worthwhile. TheCOA recentlyconvertedto a
systemwherepeoplecouldopt-in to an email versionof theCOA bulletin. This hasbeen
successful.Thehavealsostartedwork on this typeofthing.

39 - Hold electionsin onelocation

Petersaidthat thiswasnotworth thesavings.Thereappearedto be generalagreement.


